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General

The purpose of the marking scheme is not to demongtrate moddl answers. The am
of this marking scheme is to provide a framework for makers, and guidance for
candidates and tutors on how marks for questions are dlocated.

Busness Strategy and Management is a complex subject and there are many
theories and consequently interpretations of those theories It is not possble to
cove dl the eventudities in a making scheme. Makes have to use ther
experience and skill in interpreting a candidat€s answer. Nevethdess, it is
important that answvers are in the context of the scenarios and provide an answer to
the question asked.

Where examples of answers are given they are taken from the Open Learning
Materid andor the core text, Exploring Corporate Strategy 5" Ed.  (Johnson and
Scholes 1999). Theories and interpretations from other authors are vdid, as are the
candidate’'s own analyses of a gtuation. However, these need to be in the context of
the question and where gppropriate well argued.

Question 1

@
() Markingguidance

3 marks should be awarded for outlining what a SWOT analysisisand
what is involved in undertaking hat analysis. 4 marks should be
awarded for identifying (examples) in the analysis, eg ¥2 mark to a
maximum of 1 for each of the four elements.

A SWOT andyss summarises the key issues from an andyss of the
busness environment and the drategic cgpability of an  organision
(J& S p190).

A SWOT andysis identifies the drengths, weaknesses, opportunities and
threats.

It brings together the key factorsin the environment.
It is one of the mogt common and essly understood methods of

evironmental andyss.
1 mark for each valid point up to a maximum of 3
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Examples.

Strengths — increesing vistors, regular funding.

Weaknesses — eroson of footpaths, traffic congestion.
Opportunities— new development, support from businesses.
Threats— oppogtion from farmers, loss of contral if councils get veto.

(%2 mark for each example to a maximum of 1 for each element, total 4 marks)
Total marks for part (a) (i), 7

Marking guidance

1 mark for explanation of brainstorming, 1mark for each of the 3
elements to enable the session to be successful, to a maximum of 4. Y%
mark for each interest group that should take part, to a maximum of 4.

Brandorming involves the bringing together of disparatle minds to
consider an issue. 1

The three d ements to ensure success:

Appropriateindividuas.
The correct environment.
Good facilitation. 3

Main interest groups:
- Thetrust Board.
Farmers.
Business representatives.
Tourist Board representetive.
Development representative.
MP's.
MEP.
Didrict council representative.
Residents.
Newspaper representative.
Others could be police, environmentd groups, and anyone who has
contacted the Board eg pressure groups.

(*2 mark for each interest group, to a maximum of 4)
Total marks for part (a)(ii) 8
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Marking guidance

% mark for each advantage of SWOT analysis to a maximum of 1, ¥2
mark for each disadvantage of SWOT analysis to a maximum of 1. %
mark for each advantage of brainstorming to a maximum of 1, %2 mark
for each disadvantage of brainstorming to a maximumof 1. 1 mark for
relating the advantages and disadvantages to the case, eg applicability
to strategic option generation for the Trust

Approach Advantages Disadvantages
SWOT structured constrained
formalised lacks credtivity
andyticd lacksinvolvement
Brangorming cregtive may miss obvious
involvement many options
laterd thinking divorced from environ

With 0 many interested paties the brangorming approach may
disntegrate into a shouting maich. The SWOT andyss may be more
gppropriate to generaie options — then consult with the interested parties.

(2 mark for each advantage and disadvantage, 1 mark for applicability)
Total marks for part (b)(i) 5

(20)
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(@ Marking guidance

Suitability: 1 mark for identifying each tool/technique and 1 mark for
applicability to a maximum of 5

Acceptability; 1 mark for each tool/technique and 1 mark for applicability to
a maximum of 3

Feasibility: 1 mark for each tool technique and 1 mark for applicability to a
maximum of 3

| have indicated in the question that the candidate must ensure the
tool s'techniques must consider interested parties so | would expect a comment
on the applicability of each tool/technique to the scenario. Thereforeit is
appropriateto give 1 mark for identifying the tool/techniqueand 1 mark for its
applicability to the maximum indicated above for each element. Total marks

11.

@

(i)

(ii)

BSMXM3

Suitability

Tools

Life cycle analysis — assesses whether a drategy is likdy to be
gppropriate given the stage of the product life. Applicability; low.

Positioning — assgs in judifying the rationde of a draegy through
congderation of competences. Applicability: low.

Value chain analysis — would judify the retionde of an option through
congderation of linkages, especidly synergy. Applicability; high.

Portfolio analysis — would hdp in ensuring that there is an gppropriate
mix of sarvices offered, and 0 reducing longer-term risk.  Applicahility;
high.

Business profile analysis — unlikdy to asss unless PIMS (profit impact
of market drategy) daabase incdudes smilar type of organisation.
Applicability; low.

Acceptability

Tools

Analysis return — congders if options are affordable, generate sufficient
return and their impact on softer issues. Applicability; high.

Analysis risk — tets asumptions on changing funding formula
Applicability; high.

Stakeholders reaction — assesses how stakeholders react to drategy.

Applicability; high.

Feasibility
Tools

Funds flow analyss — tedts the dafordability, ey is it possble.
Applicability; high.

Pege5 of 15



Business Strategy and Management December 2002
Marking Scheme

Break -even analysis — indicaes impact on compitive podgtion.
Applicability; medium.

Resour ce deployment analysis — asssts in ensuring that no drategy is
followed tha cannot be supported through competences.  Applicability;

high

Note for part (a)
The applicability of each tool to the scenario isa guide, candidates may

select those indicated as low in the marking scheme as high (or vice
versa). Thisisfine provided thereisreasonable justification.

Total marks for part (a) 11

(® Marking guidance

Marking should be 3 marksfor each of the three elements of the question. The
answers must be in the context of the question not just a theoretical answer.
Total 9 marks

Visonary

The drategy of the Trust should be clear and outline what it intends to achieve
in the short, medium and long term. It should provide guidance for dl the
dekeholders and should have consdered dl ther views. It should have
congdered the impact of the drategy on the stakeholders in the short, medium
and long teem. It should have bdanced the conflicting views/objectives of the
dtakeholders.

Key values

These are the vaues of the Trust and its gaff and include references to highly
trained daff and the cusomer’s interests are consdered Vaues are important
in guiding the behaviour of daf and explaning the organisaion to the
sakeholders. The key vaues are what underpins the strategy.

Stakeholders

These ae those individuds and groups who depend on the organisation to
fufil their own gods and on whom the organisation depends. In the scenario
these are diverse and have conflicting views and objectives. It's important for
the Trust to ensure the drategy condders the impact on these individuds and
groups, and provides abaanced solution to the difficulties they face.

Total marks for part (b) 9
(20)
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(@ Marking guidance

Marking should be, 1 mark for defining market research, 4 marksfor outlining
how it could be undertaken, split 2 marks for primary and 2 marks for
secondary. 3 marks for identifying limitations, eg 12 for primary limitations
and 1¥2 marks for secondary limitations.

Market research — is the gathering of inteligence about the requirements and
priorities of customers (stakeholders).

Market research can be undertaken as follows;

Primary research — is new research undertaken by the organisation (Trust).
The dandad methods are observation and surveys.  Obsarvation involves
manud obsarvaion, counting and recording and is often refered to as data
gahering.  Surveys can be quanttitative or quditative, that is structured
guestionnairesor detalled interviews.

The limitation of this research is the complexity of the gpproach and the cost.
It is dso time consuming and requires a high levd of <ill to collae and
anaysethereaults.

Secondary research — is often refered to as dek ressarch. It involves
collaing data from internd sources, such as complants requests and
customer contact reports.  Also externad sources form a part of this type of
resserch, this may include published datidics from government agencies,
partner organisations and other market research companies.

Although this is a rddivdy quick and inexpensve method, it has a wide
soope. Limitations indude vdidaing the data and the timdiness of its use and
finding data specificaly rdevant to the purpose.

Total marks for part (a) 8

®
() Markingguidance
2 marks for an explanation of the price element of the marketing mix,

and 4 marks for setting a pricetoo low or too high, say 2 marksfor each
element. Total 6 marks.
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Pricing

Sdting the right price is important to encourage vistors to use the car
paking fadlity. The price st should consder short and longterm
objectives.  Sdting a price to low in the first instance may require a large
increese if it is found revenue is not covering cods this could lead to
ressance in the future. Setting the price too high may put vistors off
usng the fadlity. It should be noted that the Trugt has multiple
objectives when sdtting the charge. 1t must cover the cost of establishing
the fadility and the running costs and it would like to make a surplus
However, the Trug cannot afford to st a charge that will lead to
accusations of profiteering, particularly as there is little competition for
this service.  On the other hand, there is pressure from the Councils and
businesses to keep the price low so as not to deter vistors from using the
fecility. However, the charge canot be so low as to make losses. A
further factor to condder is the seasondity of the fadlity. Heavy usage
in the summer has to compensate for the likdy light usage in winter. It
might require differing charge structures for peak and off peak months.

Marking guidance

Marking should be, 2 marksfor explaining the promotion element of the
mar keting mix, 4 marks for suggesting ways of promoting the charge—
but the methods must be in the context of the case, as the question
requires. Total 6 marks.

Promotion

Once the price has been st it is crucid that progpective users are natified
of the facility and the charges.

This could be achieved by promoting the faclity. Promotiond activities
can be grouped under four headings known as the promotiond mix;
advertising, sales promation, publicity and persond sdling.

An gpproprite method is advetisng.  This involves communicating
with the potentid users, informing them of the fadility and charge. This
could be by print, radio and outdoor signs (referred to as the media mix).
Publicity is dso an agppropriaie method. This condsts of news dories in
the media, press conferences and press reeases. The advantage of this
goproach isthat the cost isminima compared to paid-for advertiang.

It is crucid that the Trust considers who the potentid users are likdy to
be and so target any promotional activities for that market.

6

Total marks for part (b), 12
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Question 4

@
() Markingguidance

Marking should be, 2 marks for explaining intended strategy and 2
marks for explaining realised strategy. 2 marks for discussing the
impact on staff, say ¥2 mark per point raised.

Intended strategy

An intended drategy is what is planned. This highlights the commonly
hdd beiefs and is an expresson of dedred draegic direction
deliberatdy formulated and planned by managers.  In finance this is
commonly expressed as a series of objectives and targets shown in
budgets and supporting datements. It outlines spending and income
priorities.

Realised strategy

A redised drategy is the drategy actudly being followed in practice.
This may show amendments to the origind drategy, both as changes of
priority, cos and income. In finance these changes are commonly
expressed as revised budgets and supporting datements.  Changes may
be caused by increesing cods, income not be redised and/or changes in

legidation or palicy.

Impact on staff

Training and dtaff devdopment may or may not be viewed by saff as a
motivator, but once it is in place and then taken away it may result in
demotivation. This is encompassed within equity theory. It may be tha
daff ae awae of traning and Saff devdopment in other organisations
and fed they are ‘logng out’, paticulaly if the training could lead to job
promotion or career devdopment. An example would be a CIPFA
trainee given day release for PL, then having to resort to open learning
for P2.

(i) Markingguidance
Marking should be 2 marks for explaining an imposed strategy.
Imposed strategy
An imposed drategy is when the organisation is severdy redtricted on
the choice of direction or implementation. It commonly occurs if there
has been a change of legidation, a new interpretation of legidation
(court case) or an unplanned event that needs urgent attention.

Total marks for part (a) 8 marks
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Marking guidance

Marking should be, 2 marks for explaining why the council may seek
competitive advantage and 2 marks for explaining the consequences of
not achieving competitive advantage.

Competitive advantage

The Council has to compete for funds from the public purse
(Government). These funds are limited and so they often dlocaied on
the bads of the best vdue tha could be obtained for the resource. Thus
public services have to demondrate they can provide the senice a a
‘competitive pricg. An example would be funding for e-government
projects.

If competitive advantage is lost

The intended drategy of the Council could be severdy redricted if funds
are not awarded, thus the priorities of the Council (and so te service to
the public) would have to be amended. The Council (and so councillors)
would be left open to criticism from government and the public for not
mesting thair intended plans.

Marking guidance

Marking should be 4 marks for outlining how the council could seek
competitive advantage and 2 marks for each example. Total 8 marks.

Seeking competitive advantage

This has to be a part of the srategy of the council and so underpin many
of itsactivities

Competitive advantage could be sought by having a low price drategy
for ddivery of services  Underlying competences would be eesly
devdoped and ddivered sarvices, and low cogt didribution of those
sarvices. This could be achieved by tight cost control, detailed reporting,
sarvice focused gructures and dlear targets and monitoring.

The Council may dso wish to differentiate itsdf from other councils by
providing specidis sarvices for example, having a dsrong research
cgpability in IT, achieved by drong coordingtion and employing
goedaligsin thet fied.

Note

Candidates may discuss Porter’s five forces as a means seeking
competitive advantage, and also segmentation. These predominantly
involve competitor analysis and identifying the organisations
competitive position. The question asked for ‘how’ the council could
seek competitive advantage. It is a fine line between the relevance of
these to the question. Marks could be awarded for these elements
providing it isclear the *how element of the question is covered.
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Examples
Discretion has to used in marking this ement. The examples, however,

must be relevant to the scenario.

Thee may be for example, the councl providing specidis sports
fadlities such as an Olympic-szed swimming pool, or a tennis fadlity,
thet would enable them to access specific funding. Other examples may
indude e-government, waste recycling, and/or tourist attraction projects.

Total marks for part (b), 12
(20)
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Question 5
(@ Marking guidance

It is difficult to provide a detailed marking scheme for this element without
limiting the scope of the answers. Therefore marks should be allocated as
follows:
. Each element identified %2 mark, up to a maximum of 3

Y>mark for each example (provided reason for inclusionisgiven), up to
a maximum of 9

% mark for each assumption (in paradigm), up to a maximum of 2
The dements of the cultural web and examples within each ement are;

Stories
Example, heroes and heroism.  Reason, past experience and legitimise
behaviour.

Symbols
Example, cars, mobile phones. Reason, highlights differences in privileges.

Power
Example, Professonad bodies. Reason, power may be based on (perceived)
knowledge.

Organisation
Example, traditiona pecking order. Reason, (perceived?) old boys network.

Controls
Example, reward systems. Reason, individuad bonus schemes redrict
teamwork.

Rituals and routines
Example, Chrigmas fedtivities. Example, the way we do things around here.

Par adigm assumptions
The NHSisagood thing.
Qudlity service.

Best value.

Note

Some candidates may use a diagram to demonstrate the cultural web. No
marks are awarded for thisasit is merely one way to provide an answer.
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Againitisdifficult to betoo detailed in what will attract marks, but clearly the
answers must be in the context of the question asked. The marking framework
should be:

Y% mark for identifying each barrier, up to a maximum of 2

1 mark for explaining how each barrier can be overcome, up to a

maxi mum of 4

Examples of barriers could be:
Old boys network.

Tribdism.

View of change agents.
Interpretation of legidation.

Examples of overcoming barriers:
Conaultation.
Participetion.
By example of other organisations.
Giving ownership.
Total marks for part (b), 6
(20)
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Question 6
(@ Marking guidance
Marking should be: 2 marks for explaining each element. Total mark 6.

Static conditions

The environment is rdaivey draght-forward to understand and is not
undergoing dgnificant change.  Technicd processes may be farly smple, and
competition and markets the same over time.

In gtuaions of reaivey low complexity, it may adso be possble to identify
some predictors of environmenta influences.

Dynamic conditions

This refers to a fast changing environment. The emphass is on identifying
and creding conditions necessary to encourage individuds and groups to be
intuitive about the future,

In gdtuations of this naure, an example may be fas moving technologica
change, scenario planning is often used to try to meke sense of the
environment.

Complex conditions
This occurs when the environment is difficult to comprehend. Often the
organisstion may dso face dynamic conditions too. In complex dStuations
there is a greater degree of uncertainty.
This dtuation often occurs in diverse organisations, such as the public
Services.

Total marks for part (a), 6

(M Marking guidance

The answers are likely to differ depending upon the sector of the public
services used, however it is important that the candidate identifies relevant
influences.

Marking should be: 4 marks for present timeinfluences (%2 for influence and
% for reason) and 4 marks for next 5 years, split as present time. Total 8
marks.

Examples may be:
Palitical

Current — locd politicd stability. Reason — palicy direction.
Future — employment law. Reason — rdationship with staff.

Economic

Current — inflation. Reason — impact on pricing policies.
Future — interest rates. Reason — impact on loans and investments.
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Sociological
Current — pressure groups. Reason — affect on policy decisions
Future — lifestyle changes. Reason — affect on the demand for services.

Technological
Current — new research. Reason — affect on current policy.
Future — speed of new technology — changing ways of service delivery and
cog.
Total Marks for part (b), 8

Marking guidance

1 mark for definition, 2 marks for step one, 2 marks for step two and 1 mark
for step three. Total marks 6.

Scenario planning
This is moddling of the key environmentd drivers in an atempt to understand
the implications for the organisation. 1

Step 1
Identify the forces that have had the grestest impact higtoricaly.
Identify the high impact, high uncertainty factors currently in the environmert.

Step 2

Iderft)ify different possible futures by factor. Examples of futures could be:
Rapid change.

Mesasured change.

Favourableforces.

Unfavourableforces.

Step 3
Build the scenarios of plausible configurations of factors.

Total marks for part (c), 6
(20)
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